got." Can a leader really plan and implement change without destroying the very elements of the organization that made it what it is? Well, based on my study and experiences in this area, I can say yes. I believe leaders can be innovative and plan for change while still holding on to the values and ideals that created the organization's character.
In his work On Becoming a Leader, Dr. Warren Bennis states, "managers are people who do things right, while leaders are people who do the right thing." David Lodge is quoted as saying "to prevent from becoming stranded on the mudflats of an obsolete ideology, you must become a champion of change." In today's educational arena we see a highly competitive market. This is especially important for educational leaders in parochial institutions where I have served for my entire career.
There used to be a time when it was assumed that parents of the denomination would automatically send their children to the organization's educational institutions. This is something that is no longer assumed. Parents have been looking at all of their options, including other parochial/private institutions as well as public ones. If our educational institutions fail to implement positive change then they will lose even more of their already limited market share. As an educational leader, I must meet the needs of the customers and make rapid changes in order to meet those needs.
Change is inevitable. Another way to characterize this concept is to say "change, ready or not." We cannot escape from the fact that change will occur. After all, this is a natural phenomenon in any organization. Every organization goes through different developmental stages, just like human development. Organizations must make change as they progress from their formative period to their growing period, to their maturing period and through decline. Also, outside forces can mandate that change takes place. Failing to make changes through these different periods can mean death to an organization. For some it is quick, for others it is long and painful. Such is becoming the fate of the educational institution where I first began my career. It has failed to make the necessary changes to keep it viable in the competitive educational market.
The Japanese have a term called "kaizen" which I understand means continual improvement. It is my responsibility to lead the organization in its journey to do better than it has done in the past. I guess it is sort of like sanctification. It is a life-long journey for which there is no end in this present life.
We can always improve. As a leader I must affect positive change so my organization can continue to grow. Daryle Conner in Managing at the Speed of Change: Resistance to Change Model" identifies five avoidance steps people in the organization go through when it comes to change: 1) denial -cannot foresee any major changes; 2) anger -at those people who are causing change to take place;
3) bargaining -attempting to work things out so everyone remains pleased; 4) depression -wondering if change is worth it, casting doubt on the change process, in need of great support; and 5) acceptance -reality has set in. Change is taking place. It is my role as a leader to change the mind-set in my organization from avoidance to acceptance.
A leader must set the agenda for affecting positive change, realizing the avoidance factor is there. He must turn it from an avoidance factor into an acceptance factor. He can help in the change process by helping shape the attitudes of his people. He can turn their avoidance questions into acceptance questions. Big Dog's (a leader within the Starbucks organization) web page offers advice from Conner, Roethlisberger, Pritchettt, and Lewin. Rather than asking "why" he can turn the question into "what new opportunities do we have?" Rather than asking "how will this effect me" he can turn the question to "what problems will this solve." Rather than stating "we don't do it that way" he can turn it into "what would it look like if." Workers can learn to stop asking "when will this change be over so we can get back to work" and start asking "what can I do to help?" And rather than asking "who is doing this to us," a worker can ask, "who can help us?" Before change can take place there has to be a willingness to toss out the old in order to replace it with the new. This is where the baby with the bath water comes into play. As the bath water is being changed the leader has to be there to nurture the workers along the way. He has to serve as a coach or as a cheerleader as old habits are being broken and new ones are being put in place. Then, once these new plans have implemented they have to be practiced over and over again until they become natural outputs of the organization. It was the famous Vince Lombardy, coach of the Greenbay Packers who said, "Practice does not make perfect, only perfect practice makes perfect."
As a leader I must provide numerous opportunities for new habits to be practiced if the change is going to lasting and effective. Finally, as a leader I must guard against these new habits turning into old habits that cause the organization to stop growing. I must understand that change is continual and that message must be presented to the entire organization. This three step process to change was identified 
